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ABSTEACT f ^ . ^ . ' 

This booklet descrijjes the Independent Educational 
Hanagement Audit\ (lEHA) ^ a systems .approach to educational management 
that 'is intended to- help school systems plan for the most effective 
use of available resources^ in terms of specific educational 
outcomes. Through an emphasis on need? assessment r * lEMA is desi'gned 
to 0) help identify^fc remove barriers to educational 
effectiveness, ,(2) lel^staff members into more creative and 
fulfilling roles, (3) improve educational management and 
prganization, and (4) increase public credibility and fuppqrt for 
education. Individual sections of the booklet focus in turn .on 
assessing needs ^nd setting objectives, planning to meet documented " 
needs, budgeting, analyzing cost .effectiveness, selecting and 
.utilizihg^jggsources, revising and renewing the or gani^ation, V 
developing public ^ccountability^^^ncreasing instructional options, 
and assessing educelticnal results. (JG). ^ . ^ 
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materials not available f j:oia other sources. EEJEC makes every effort 
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•reproducibi-lity are often encountered and this affWcts the quality 
of the microfiche and "hardcopy reptod^tions EBIC makes available 
via the EBIC Document Beproduotion Service (EDBS).. edBS is nt)t 
responsible for the quality of the original document. Beproductions 
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To what'^xtent are our schools re^7//y providing high-quality education? 

This is a questtpn being asked with ever-increasing frequency by parents, 
^students, businessmen, labor leaders, school administrators, and government officials 
at all levels. 

It is relatively simple to discover what resources are being put //7fo the system 
(such as. the number of teachers employed, what books and equipment have been 
bought, how much lime learneps and teachers have spent in the classroom, how 
many buildings have b>en con^ructed), but it is much more difficult to determine 
the effectiveness of these resources in producing the desired edgcational output- 
students well*prepared to'^play useful and creative roleS in American society. 

What troubles us is the realization that we have the most-expensive educational 
enterprise in the world and yet we are not sure how Well it is producing results for 
all the "partners in education." 

J 

Fortunately, there are ways available to get at a precise answer to the question: ' 
What is achieved educationally for the money spent? We have come to realize for 
example, that, school systems, like business organization^, can be managed in 
accordance with pre-defined objectives.^ -2 * We know, furthermore, a fair amount 
about the process of establishing appropriate objectives. ^ And we have perceived the ^ 
valine of setting up measurable criteria against^vhich to assess our progress in 
meeting these objectives. Moreover, it is well within our capability^ to fashion 
humane and responsive schools which facilitate constructive and productive ; 
change.^-^ ' • J 

In the process of applying the Independent Educational Management Audit we 
can make accountability work in education. . . 

* • < \ 

Through the effective use of programming, planning, and evaluation toojs (and 
with the appropriate level of commitment) collectively we can realize predictable, 
htigtuquality educational oi^tcomes wi^thout making ever-increasing demands on' 
/taxpayfe,rs or on the TreasuryV ^ " \ 

V The audit process which is described in detail with suggested jnstrumentation-is 
a fundamental tool recommended for local 'school syst^rrts'and state education 
agencies throughout the country as a quick and easy meins of assessing education 
needs The audit is a product of more than two yeaV^^ of meticulous system 
analysis. 



The long-established fiscal audit in education offers a* valuable precedent with 
its pc^'wer to Strengthen educational accounting systems. Now, the education audit 

\ 



•References are listed m order of citation at end of Foreword.' 
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sets the stage for an analogous effort on the output side. It is carefully designed to 
permit school systems on their own initiative to plan' for tne most effective use of 
availabtl resources, in terms of specific outcomes. Its uniqueness lies in- its focus dh 
needs assessment as a vital preliminary tcJ effective planning and problem solving. 
Although seen as initiated ideally by the superintendent and his staff, the audit is 
most effective if it is utilized as a tool by alt the educational partners in concert-the' 
community, the learners, and the educators. , 

Designed to strengthen the .role of the professional staff in meeting the new 
demands of accountability: • , * 

the audit assists in identifying and removing some of the present barriers to 
educational effectiveness; 

tfte ^djt-heads to more creative and fulfilling roles for staff; 

the audit yields basic improvements in management and structure; and most 
importantly, 

the audit serves as a major vehicle for gaining both increased credibility and 
increased public support for education. 

There are at least three^pprpaches to the use of the audit: ^ 

• Individuals and groups ean participate with schools in joint planning to 
identify and solve pressing problems; - 

• The superintendent and his staff can .initiate a management review^ to 
focus on strehgths and weaknesses of,the system's present performance; or 

• The school board and the superintendent caa apply the audit instrument 
in order to discern conditions which obstruct effective performance by 
the schools. ^ / , ' -.^ ^ ' 

<». * ^, 

the instrument's contained in ^his book can ,be utilized successfully to achieve 
concrete results, regardless of the approach (Chosen. 

The Chinese have a saying that a thousand-mile journey begins with a single 
step. In the context of present-day demands fpr^ greater accountability and 4 more 
effective, jjelivery of educational services, the Independent Educational Management 
Audit can prove to be a significant first step. * - 

. : ^ - ^ ' < 

^George S. Qdiorne. Training by Ob/ectiveh. An Economic Approach^to Management framing (New York The 

l^acMillan Co.) 1970. - 
^R. P. Mager. Sewing Instructional Objectives (Palo Alto, Ca., Pearon Publishers, Inc.) 1961. 
*^W. J. PoQ^arn. Selecting Appropriate Educational Objectives (Los Angeles, Ca. Vimcet Associates) 1967. 
^Leon M. Lessmger. Every Kid'A WiMer (Chicago: Science Research Associates) 197V » 
^RogerA Kaufman £tf(ycaf/Orta/ S/^fe^ P/aAj^/A?^ (Englewood diffs, N. J.. Prentice Hall, Inc.) 1972. 
^Leon M Lessmger, Dale Par n ell, and Roger Kaufman. Accountability Policies and Proced'ures^ (Nfew London, 

Conn. Crof^^ Educational Services) 1971 (in four volumes). * . 
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. GENERAL CHECKSHEET 

For School Systems and State Education Agencies Which Plan to Use the 
Independent Educational Management Audit 

, The eight-point introductory questionnaire below is based ori key Concepts 
developed in the largei; audit document. It is designed to assist the district in 
preparing fer a full-scale I EM A by: 

• Pointing out quickly those program areas vyhich may require special 
review and modification. 

, . \ 

• Focusing attention on the nature and dimensions of a serious needs 
ai^essment/planning process. 

• ^ • Developing understanding and positive feelings toward the process among 

those who will actually be involved in its implementation. 

^ s Not all districts or state agenties will be prepared to answeV all eight*questions 
**ci3ld." Same'^will, of course, already have made partial assessments and introduced 
changes. However, all districts will benefit markedly from participation in both this 
preliminary exercise apd tb^e complete audit. 

The eight Rrelimi;^ry questions are: 

• 1 Hyiiat steps have been taken to assess educational needs on a 

* district-wide basis/ i.e., to determine the gaps between current 

program outcomes and desired or required program outcomes? 

: — 2SVbat steps have been taken. to establish a formal plan based on 

the needs assessment? 



— 3 What steps have been taken in developing the school budget to 

provide for means of assuring program ac<j|(jntability? 

4 Which of the "partners in education" were involved in thp 
% assessing bf needs and development of the |5rogram budget? 

— 5 What steps have been taken by the district to establish and 

maintain relationships with business and industry, and the 
community at Jarge? 

— 6 How, are p/ogram decisions made^so as to assure adoption of the • 

most cost-effective solution^? 

— 7 What steps, have been taken to* establish periodic '/eyiews of^ 

previous institutional objectives to assu.re their reJevancy in 
terms of current needs? 

— 8 Which evaluation instruments are utilized to measuce progress in 

meeting,^erformance objectives based on documented nee'ds? ' 



1.0 ' ^ 

WHICH OBJECTIVES? (Assessing.Needs) 



What steps »have been taken no determine educational gaps between the 
results of th/curreht program situation as it is (status) and the hoped-for 
situation? 



Are needs identified as gaps (orfliscrepancfes) between a current set of out- 
comes and a required set of outcomes? 

Did the assessing (Sf needs involve aH the partners in education? Educa'tors? 
Parents? Learners? Community? 

Are needs stated in terms of learning outcomes rather than in terms of 
resources to achieve ends? . ' - 

Does, the school system state needs or program discrepancies in measurable 
fterms? 

Has the school system tats?^n steps 'to obtaip objective evidence to document 
each need (discrepancy)] 

' Have these gaps been shared with various partners in^he educative process? 
Educators? Parents? Learners? Community? 



Has the' school system clearly ranked priorities as a result of identifying 
pr,pgram result gaps? Have priorit-ies been determined by all education 
partners? 

a 



Checkpoints: 

\ / 

• List the barriers or roadblocks which stand in the way of undertaking a 

• formal assessnrjent of needs in your school system. 

• List some of the roadblocks you might encounter when you identify needs 
as outcome gaps, not solutions. * 

• What recommendations must be. made to the school board? 

• Has a plan been formulated for involving other partners in §ducation?^ 
^ What are the difficulties, if any, in involving the various partners? 

• How do you see your findings being shared with other partners in 
education J ; , , Q ' 
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PLANNING TO MEET DOCUMENTED NEEDS 



'9^ 



2.1^ Does the school system use a closed-loop (self-correctmg) management 
process? (See figure below.)* 



<6.0 Revise as'Required) 
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Performance 
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What steps have been taken to establish a formal plan for education? 

Is the^formal plan based upon the formal needs assessment! Upon known 
' educational gaps? ^ ^ ' 

Did planning take place before the solutions [were chosen? 

Hasnhe school system^ndertaken a study of major met|}p€f5/m^^^ 
in the past three ye>afs to determine how many^wer^lchosen a^er a formal * 
assessment of needs? ^ " ^ ^ . 

^Were any tools foijt^al planning used (such as system anaj^sis)?, 

Wha^ steps were/^i<en to involve the various partner/ in developing the 
educational plan/educators, the parents, community, a^a the Ijearners) ? 

2.8 Is there a copiplete listing of WHAT is to be, done t6 meet identified needs, 
and was this done Separately and before HOW/to meet" the needs was 
determine£l? , | 

23) , How apt cost-§f-fectivenessmiios factored into/ecisions as to how coals wiJI 
^ bemel? ^ ^ 



2.2 
2.3 

'2.4 
2.5 

2.6 

2.7 



•For morydetail on a "closed-loop" process model for education J4ee Educational Systvn Platfning by Roger'A. ^ 
Kaufmart, Prentice-Hall, Inc., 1972. I ' ' W 
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2.10 •Are there measurable performance objettives for each division or subsystem 
of the school system, and is the public aware of these .performance 
objectives? ^ ' » ' 



What are the objectives for learners? - 
What are the objectives for parents and community? 
What are the objectives for the school board? 
^ What are the objectives for teachers? , ^ ( 

* What are the objectives for facilities? 
What are the objectives for administrators? 
' What are the objectives for the .interactions between these^S^ariou^ divisions 
or subsystems of the school system^ / 

2 J 1 What steps has the school system taken to infornva)! the partners aBout all 
the objectives? * • * 

2.1 2 Is the t>ran in such form that change"? (reducing gaps) can and will take place 
as the plan is utilized? , 

2.13 ,Have alternative decisions and objectives been related to the needs assess- 
rnent? . ' ' ; 



Checkpoints: , ' ' , ^ " 

• List the barriers to planning by ril^eds and their resulting obj«;^ves. 

• What stands in tlie staff's way to 'adopting a closed-loop' management 
system? 

• What steps are required in order to implement a cfosed-loop -(self- 
correcting) system? * « 

/ 

• What assistance is required by the staff? 

• Ust resources in the community or the school system which can be 
V utilized to overcome barriers. * . . i / 



THE'ffUDGET AS.AN INSTRUMENT F&R PROGRESS 



3.1 Js the budget related to an assessment of needs .a-rfd^an education plan ^(or 
\ \ does it iiSerely ''price'ou't'' what has already been done)? ' . - ^ 

3.2 .Are program objectives spdied out in measurably t^rms? . ' • 7' * 

3.3 Are program items re^te'd to the needs assessment and the education'plan? 



3..4 

3.5 
3:6 
3 J 
3.8 

3.9 



J^oes the^'budgct erfiphasize oujpxxff^and prograTn objecftves rather than 
ffnputs (cl2(ss size, supphes, equipment, perpupil expenditure, etc.j? ' " 

* ^ * ' ' ' * *• 

Does -tfi^ budget show cost estimates of alternative program plans f6r a givert 
objective ?A ^ " ' 

■■*•/■' ' . 

' Is^here ^a^ program to replace labor-intensive ^ractic,es with cost-reducing 
equipment afK4-pf0^^dures? * . 

What perc^n^ge of the operating budget v^:ara^llo.cated for salajies^ and related 
benefits for all. personnel over the la^t five'yoar's? , * ' ^ 

Has con^deratiori. been '.giv(?n by "the board to setting a limit pn thie 
percentage of'the^perating budget whfcKmay be used* for salaFies and related 
/feenefjts? ' , ' • ■ , " * \ * 

* ' ' ' ' > . 

'Has the school board^adopt^d a policy allowing for*a "set-aside'' of at l^ast'" 
*One^percerit of the operating budget to be used as development capital for 
• Jnfusing iRnovation into the education systepp? • 



3.10 Has provision - been made in the "budget to allow for incentive benefits tc 
- teachers and administrators for exceptional pefformaace.?- 

3 J 1 ' Has. provision .bten made to allow for contracting of instructional. ser\ft(z4> 
' with teachers within the system and with private enterprise? 

3.12 'Is the budget constructed^o that^ degree -o/fiscal ind'ependence m^fliy be 
exercised by individL^^I instructional unl^? 

3.1 3^ Are program priorities clearly listedin the b^ 

3J4« -What-steps have'been taken^to r^ftectxM^^ the specif/cally staje^ 

program pbjectives/"PcrfTM^anc/^bjectl<^ ^^ed$? 

3.'15 \s each section of the educan^ir^u^^ preceded* by a listing of specific, 
^ • measurable ifistru^tional o^je^nves?/Wefe objectives derived^rofn an assess- 
n^ent ortieeds? J, * * ' 

7 : 
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3.16 
3.17 



S-.IS 
3.19 
3.20- 



What steps have 'been ta1<en in the school budget to portray the true costs of 
instruction so as to provide for v^lid accountabifity of results? 

Are you able to show that cpntfac^ed services are "me"asarably-..b.etter than 
those provided by the school system? ur vice versa? 

What steps have been taken to, give individual schools responsibility for an 
operating budget and to involve community in the planning? 

Are individual schools required to conduct a needs, assessment and submit a 
.list of instructional objectives upon which budgetary decisions can be made? 



I- Arfc the^chool system's budget^and fj|pal staffs considered as full education 
partners?\ . ' ' ■ * ^ 



Checkpoints: 



t are the barriers to irtstalling program. budgeting procedures? 

A, ^ * 

r 

• What specifi^recommendationsare offered? - ^ • ^ 

What resourcel or talent are available y/ithin the school system or the 
.business and professiQnal commXJnity to assist the staff in implementing ' 
, programmed budgeting procedures? 



ERIC 



13 



\ 

\ 



4.0 . . • 

ANALYZING COST-EFFECTIVENESS 



4.1 What steps have been taken to create "ptofit centers'' in the school system; 
' that is, encouraging individual instructional linits to plan the most cost- 
•effective programs possible. and ^deriVe benefits from their initiative? 
» 

4.2' What steps have been made to i^dentify learner-unit cosjs to assure that tke 
most cpst-effective programs are being used to meet the objectives of the 
school system? 



4.3 . Has the school system supplied the public with costs to overcome specific 
learning gaps? ' 



4.4 \Can the school system assure that i^ has investigated several alternatives and 

arrived ^f the most ffeasible cost-effective program? 

•\ ' • 

4.5 Does\he school system have a cost accountant or^an education auditor who 
can assess effectiveness against costs? 



/ 



4.6 • Are.cQst-eff>€;tive analyses by individual scltopis made available to the public? 

4.7 Before seeking ttkiitional funds for capital expenditures, has the. school 
system ^studied the^sxtent of cuVrent space utilization ^nd assured it now gets 
maximal utilization? 



^4.8 - What would be the effechof year-round-or after-hTOurs school programs on 
t[ie space requirements of theNSchool system? Have the results of such a study 
^ <"been shared with the pubJic? ^ 



t 



4.9 What steps have been taken to study\he cost-effectiveness of alternative ways 
*of utilizing'staff? \. ^ 



4.10 How are program decisions made? Are cost-effectiveness data accumulated 
and considered? ^ \ \ I 

4J1 What steps have beenlAen to reduce labor intensity in the various school 
units? • \ 

4.12 What incentives are.offered to the staff p become more efficient in providing 
educational services? \ 

"i - \ * 

4.13 When smaller classes are requested, can proof be prespted ih^i >smaller 
classes increase lear/iing? ^ ^ ^ 
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Checkpoints: - ^ . . < 

• What specific recommendations do you have for establishing a program to 
assure systematic, formal cost-effectiveness analyses? , ^' 



• Identify the^barrieii^^to^^chieving cost-effectiveness within yc^r school 
system. ' ^ . V • 

• What are the barriers to achieving more decentralized authority within your 
school system? 

• .Will your school board enter into the accountability procedure as a partner 
in education? ' - ^ 



\ 
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5.0 . • . 

SELECTING AND UTILIZING RESOURCES 

5.1 Is resource selection bafsed upon a- formal pro9edure for considering 
alternative resources? What are the criteria for selection of resources? 

5.2 'What steps have been tak^n to assure that resource selection is tied directly to 
the catalog of needs and the education plan? 

1Vhat steps have been taken to select resources ©n the basis of measurable 
^behavioral objectives? , , \ 

What steps have been taken to ^o cost-effectiveness studies of different 
resources? 

C 

Is resource selection based upon not only what are the costs but what are the. 
expected resu/tsl 

Are there pilot studies^ of alternative resource possibilities whep the costs ^ 
and/or consequences'of making a poor selec^tion are critical? 

r 

Is modeling and/or simulation ever- used to assist in high-risk resource 
V selection? 

5.8 In resource selection, are the various partners involved? 

5.9 In resource identification and sele;ction, how many resources were selected in 
the past year which have'not beien used-^previously in the school system or 
individual schools? Can measurable proof be provided which shows that new 
resources ^e better than "old" ones? 

5.10 Has the school system priced the cost of using instructional equipment and 
techniques over a period of years to red.uce personnel costs) 

5.1 1 Have these comparative costs been shared with the public? 

5.12 Is the result of resource selection formally documented- so that the process , 
\ -and criteria may be reviewed at a later time? 




Progress in developing file^ listing the business, community and other com- 
munity sources 
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5.13 What steps' have been ta4cen^ to devel^jp concrete programs utilizing the 
business community in non-instructional, managerial functions of the school 
syslem ? 

' . 16 
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5.14 What step^s have been taken to establish* and maintain liaison relationships 
;with busine^ and, industry, and other communfty groups? , 

^ r t . . . . . 

5.1^ *,What steps have been taken for students to visit and learn in local business 
and industry? . • , . ' 

5.16 What steps have been taker) to^expose students to various Gareer areas over 
^' time? ' y ' ' ' 

• / . 

5.17 . What steps, have been taken to use successful educational procedures and 

tools in business and industry? 

Progress toward establishing lay-advisory boards 

5.1 8 What steps have been taken to specify responsibilities of lay advisory groups? 

5.19' "AVhat steps have .been taken to involve lay-advisory groups in ^ needs 
assessment and in developing an education plan? 

- 5.20 What steps have been taken for the continuance of on-goirtg advisory groups? 

' 5.21 Are* the tasks of advisory groups related to the needs asses^ent and 
education plan? - ' * • 

Progress toward utilizing papils in instruction and for program evaluation 

5.22 What steps have been taken to utilize students as teaching resources? . 

5.23 . What steps have been taken to provide instructional training for students?, 

5.24 What steps are being taken to evaluate the effect of student instruction? 

5.25 What stCjps have been ^f^ken to .measure the learning -of the^ student 
instructors? 

5.26 What steps *have been taken to establish pupit tutorial programs to'help 
overcome known educational gaps? , . 

>^ « 

5.27 What steps' have beerr taken io permj.^ alteration of the school schedules 
enablingpuiDils to participate in instrucfibnal and tutorial prograros? 

5.28 What steps tiave been' taken to incorporate program evaluation by pupils? 
^ How are^evaluatjjons of programs used? Do results frpm pupils become part of 
^/the needs.assessment? : ^ ^ / 

\ 

5.29 What steps hive been taken^ to incorporate pjjpi-ls' ideas in experimental 
programs? In regular programs? 

Progress toward training professional staff to utilize avaijable resources fully 

5.30 .Is training in resources utilization related to needs assessment and educational* 
system plans? , * 



5.31 What resources does the staff use now thai it did not use last year? Are the 
learners performing measurably better? 

5.32 hAave ins^rvlce training programs evolved only after program gaps (based on 
nids assessment) have been identified? * ' 

533 y^re staff development programs based on solution strategies which were 
decided upon before or after a thorough needs analysis was comple^ted^^ 

Progress toward'coordinated^planning'for wide use of school facilities 

5.34 What steps have been taken to develop increasingly flexible facilities to serve* 
the changing education program? 

5.35 Is the facihties plan related to a formal needs assessment jni^olving the various 
partners in the educative enterprise? In designing facilities, is system planning 
used? 

5.36 Has the school systeip ..explored partnership programs with business and 
industry and the^ possibility for utilizing business and other comrpunity 
facilities? . * ^ ^ , . . 



5.37 Has the school board Assessed the number of vacant properties in the 
community with a view to utifizing spaces for instructional purposes? 

5.38 Has an assessrnent been'^made^f total community needs with a prospect of 
jjsiij^buildings ^n the evening and weekends for broad community purposes? 

"5.39 "Does the school board plan joint facilities with other.community agencies? 

5.40 Has the school system considered modular, manufactured school construc- 
tion? ;y 

5.41 What steps hav^ been taken to organize for year-roun\i utilization of school 
buildings? ^ , , ^ 

,5.42 What steps have bee.n taker^to plan cooperatively for use of other community 

> facilities in expanding education opportunities for the schools? ^ 

'»> 

5.43 Were needs and objectives formally stated before existing or proposed 
physical 'facilities, were decided u'pon? Or were educational specifications 
based ijpon ^previously determined solution strategies (such as team teaching, 

* open classrooms, *'etc.)? 

5.44 Are educational specifications decided upon primarily by the architett, or 
does the architect base design on learning requirements^^ 



fcse are not necessarily "good" or "poor" solution strategics. However, school systems must f»rst determine 



leds and problems before deciding upon the most feasible solution strategics. 
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Checkpoints: 

• t)n the basis of your analysis is^hat (Jo you see a^some of the problems 
which musf be Overcome? [Problem is ^^efmed the action required to 
close identified gaps, ) .\ ^\ / 

• What are, the barriefs to overcoming identified problems? 

• What talent, can-^be n^tilizedAvithin the school system or community to 
assist the staff in removing barriers to effective resource tJtilization? 

• Does your local or state chamber of commerce have an education 
corhmittee? If so, is the school superintejtident a member? 

• If your local chamber of commerce has an education committee, are you 
acquainted with its program of work?*? 

• Have .ways been explored to involve the-,major employer(s) in the 
education planning of the school district or state education agejicy? • 

• D(i the major corporations in your community have a **commi!^nity affairs** 
officer? If so, have you discussed your problems and concerns with'' him? 

f 

• Can assistance be obtained frqm the state education ageqcy? 

"* *^ 

• What'kinds of training programs for staff are required at all levels? •• , 

• How do you see the results of your stucfy on Selecting and Utilizing 
Resources being tied into the activities of the Task Force? 



• 4 



ERIC 



19 



6.0 

' REVISING AND RENEWING THE ORGANIZATION AS REQUII^ED 

oblaS h'' ^'l" establish pe^dicreviW of staiedjnst^tutional 
'e ouZ^^ to^eeds assessm^t and available 

resources^ Have all partners been involved in the review? \ J 

What steps have been taken to establish a research'and development group 
_ concerned w.th examin^ing and formulating n^w organizations ar^ro^^^^^^^^ 

^dtelotm:^t:l;^^ ^^^"-^^^^ of4he,;,erating budget for 

trftSU'rg^intoJi^ai^eS ' '"^"'"^'"^ ^"^-^^-"^ - ^^-^ 

6^ Whar steps have been taken to bring about changes in the administrative 
. structure as a result of the identification of new goals and functions? 

6.6 What steps have been takep to provide for greater involvement of partners in 
. . the educative profess in the areas of planning and decision making? > 



6.2 
6.3 
6.4 



6:8 

'6.9 



^-■^ • a?d'loo?s'Lftho ''r.V'^'" "tiliz/'proven^ethods 
elsew^ele) ' ^ '"'^^^ ^'""^ ^''^ developed 

What steps have be^n developed for utilizing knowledge about newer and 
,,more efficient and economic administrative procedures? ewer ana 

f^Sr"°'d7°"' are measurably better than those practices' 

6.ir ji^hat provision is made to disseminate information about 'promising 
* innovations to staff ? «• - v^i^i hiuhumi^ 

6,11 ' What steps have bee'n taken to establish the practice of direct funding to 
individual schools or qiassroom teachers? . ^ 

^■^^ ^licVSngt ^°/"^°"^^ge divergent views? By f4nd^ng? By 

6.13 What steps have beep Taken to fund instructional units on'the basis of 

performance go^ls (and documented needs)? 

- . j / » 

-6.1 4 What steps have been; taken to provide individual schook^^with control over 
sortie operating funds?; IP'^- ' ' 

6.1 5"' What steps have tftere been! to relate contro/ with responsibility! 

75 ' 
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— ^ — ~^ ~~ 

6.1 6 ' Have changes been measukil^ly more effective and efficj||ht? 



Progress tov^ard staff reqew*^^ 



6.1 7 What steps haVe been taken ^c^^ell out staff development objectives?- 
6.1 8' Are staff objectives related to a^eds assessment? ' 



6.19 Has the school system con5tde|Dd staff needs in teVms of gaps between the 
present competencies- (and related pra'ctiCes), and those required to close ^ 
the performance gaps of student$J 



6.20 What steps have been taken for specific evaluations of staff competencies in 
relation to program objectives? - . ' 



6.21 What steps have been taken. to institute a system-wide, on-going program 
inservrce training (b^sed on a needs.35Sessn]ent)? ^ 



of 



f 

6.22* Is staff development based on an eduifatipnji system model? . 

6.23 What ^teps have been takfep to train ac^ministrative staff in techniques of 
management by objectives? , ^ / 

,6.24 * What steps'has the schpol sy>t<rTTf taken^td institute a program of performance 
reviews for teachers and ayministratoi^s?' AVe reviews based upon outcomes 
achieved rather than procedures useij^ % - ^ ^ 

6.25 What steps:, t^ve, been taken to plan wkys apd meahs for incorporating fiew 
practices? 1^ , " , "tk. • ' 

6.26 What Isteps have been taker! to instttute jeward procedures to recognize 
irnpro\|ed performance in teaching? | • ^ 

6.27 What iteps have been taken \to institute^ /e.ward proce^dures to recognize 
improved performance by learners? ^ ' * 



6.28 What sjeps haye beeij taken to establish cp(^eraiive, on-site programs in staff 
development with colleges and universrti^i- Wsed on the documented needs 
of the schojgl system, learners, and the qorfSWynity? 

6.29 Has the school tysfem worked wit-h'high^r education institutions to establish 
training! programs relate^ to identified ne^i^lS/iVid objectives? 

'6.30 Wfiat sfeps have been taken to make r^R xapl^l available directly to 
clas^oo'm teachers? Has-thislDeen done? To what end?^. \. ' 

. ^' \ 

? ■ * ' 

• Progress toward sta^^ing based nipon differentiated competencies 



6.31 What steps have been taken to develop a breakdawn of stafj^functions within 
schools? / ^ \' ' 

-6.32 Has staff planning beep related "to a concept of educa^tional system? 
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6.33 On the basis of a needs assessment, can-yotriaSTtiTy'ttaf^ by 
differentiated competency level^? 

^6.34 . WhV steps have been taken to organize -the instructional program to 
accommodate differentiated staffing ba^ed on "the requirements of an . 
educational system? ' ^.^--'^ 

6^35 What steps have, been tak^n=ltr-aevHDpr-^fy^^ which refject 

different levels of staff competencie3, n ot just length oTserv 

^6.36 What steps H^e been taken to relate salary increases to performance-based, 
on periodic performance reviews? 

6.37 What steps have been taken tcdetermine amouat of time spentljy teachers in* 
non-teaching tasks? In sub-professional tasks? * ' * 

6.38 Has tbe school system studied instructional costs on the basis of a comparison 
between **consumable'' and "capital intensive'^ costs? Projected over 3 years? 

* " 5 years?^10^ears? 

. ' 'A 

6.39 If used, do differentiated staffing and differentiated learning measurably 

improve learner skills, knowledge and attitudes? 

'* . ' • 

' ^ - *^ . 

6.40 Have results been shared with the public? v ' 

Progress toward increased stafrcoUaboration . 1* 

6.41 *What steps have been taken to facilitate fuller collaboration among teaching 
and amoiig non-teaching professional staff?^ * • ' . / 



6.42- What steps have been^'^faken to pn0vide oppbrtuni-ties for professional 
cQllaboration during ihre working day? In terms of schedule? Space? 

/• / 

Progress toward performance^based srpecifications In job descriptions and 
contracts ' / 

r / f > * * 

6.43 ^ If your school system", fiegotiates contra'cts^wjth teachers, what steps- have 
been taken to include/|)erformapce, accoun^ability "and cost-effectiveness 
provisions in the contract? ^ * * , , • . 

Checkpoints: , . • \ ^ . 

• What specific recommendations do you have fir reorganization of the 
school systerx^ \ ^ " ♦ " 

• Are recommendations b^sed on a formal needs assessment? ♦ 

Identify the barriers to .revising the school organization. ^ ^ t 

^Identify talent or resources within the school system or community which 
can be'utilized Jn studying and improving the organizational structure to 
comply with identified needs. ^ "* * 



7.0 \ 

. * ■ *' ACCOUNTABILITY TO PUBLICS 



.Progress toward curri.qulum platming by performance objectives , 

What steps have been taken to establish program' accountability by schools? 
By indivjdual classrooms or groupings? > ' 

What steps have'^been taken to assess performance on the basis of precisely 
stated criteria? Are these criteria based- upon documented needs (gaps)? 

Are pe^rformance reviews done on the basis of objectives aimed at overcoming 
specific educational g'^S'^ ' w 



Progress toward increased professional self-govertiance and accoumability 

What steps have^ieen^aken ^to^'assist staff in evolving standards and 
pr'ocedures-for greater ^elf-governance? ^ ,* ^ 



What steps* have been taken- give ' irtdividual schools a greater -role in 
det-ermining>,/7bw needs wfll be achieved? 

What steps have betfrr taken to establish accountability policies and 
prbcedures?-Have teacher-s and administratdVs been included in the delibera- 
tions? 

As a result of .the establishment pf accountability policies, have different staff 
roles^been identified? . * 



Has accountability been tied to self^ppvernance and'performarice reviews? 

What steps have been taken to base ^valuation of teachers and admfnistrators 
upon performance-based data? ) 



Progress toward self-studyof sc>qDI programs 



What steps have been takeri to prcKrde for systematic self-study by individual 
staff and ^school urfits? / 



Is self-Study based upon individijal perJformaQce reviews related. to previously 
specified objectives? ^ ^ ; 

What-steps have been taken (either with or without ^tate mandate) to develop 
a system of accreditation for schools?* • ' ; 



7.13 Is accreditation based on instructional perfl)rmance rather 'than traditional 
input factor/(such as degrees^ of teacher, classroom size,-teacher-pupirratio, 
per pupil cos^ 




ps have been taken to arrange .for a regular periodic independent 
audit? 

'7.J5 Has the school board passed an independent education audit policy? 

7.1 6 Is the audit based on d^umented needs (gaps) a"nd an educational»plan? 

7.1 7 What steps have b^n taken to study cost-effectiveness in relation to specified 
progi'am objectives? ' '* 

7.1 8 What changes have been made as a result of the audit? 



Progress toward formulating an accountability reporting system 



7.19 ,What stefp have been taken to involve pupils, parents and the community in 
the creation of an accountability reporting system, based on overcoming 
known educational gaps? , " ' . * i 

7.20 Are reports fo parents and' children forrtlulated so that they can be aware of 
how well educational gaps are being overcome? . . , - 

Progress toward evolving a comprehensive^two-way '^omrnunications syste/ 




7.21 What steps have been taken to report to the public tile needs ( perform ance 
gaps) of the school system? • - ' 



7.22 What steps have been taken to develop open Imes of communication among 
the staff withio the school system on program requireNients and alternatives? 

4, - « . 

7.23 - W/iat steps have been taken to institute a reporting system, presenting precise 

performance criteria and specific information ort student performance? ^ 

7.24 What steps he^^Foeen taken to acquaint the public with cost-effectiveness 
programs within the school system? ^\ 

7.25 What steps jiave been taken to "educate'' the public to ask the "right'' 
questions'of itself? Of its schools? * , 

7.26 H^ow many parents and citizehs understand the reprorts of the school System? 
Has the school system determined what kinds of reports are required in order 
to increase public understanding? j 

' ' '''^ ' i ' 

Checkpoints: ^ ^ ^'^^fi^ 

• Identify barrier^ to the adoption of accountability programs. 

*• List recommended^steps for overex)ming barriers.. 



^ 



• Wha/ talent is available within the school system ^nd community to assist 
.the/staff to deveipp accountability policies and procedures? 

/ ' ' ' 

• rdenttfy the priority curriculum areas that^quire greatest attention. 

y What barriers must be overcome before the school system can. utilize an 
/ inciepfendent education audit? ^ • ^ 

' '/ r 

• What talent or resources exist, in the school system and community to 
assist the staff-in developing more flexible, cost-effective programs? 

• >What kinds^of -incentives .are provided staff or individual school^'units to 
encourage development of additional cost-etfectiveness options? 

• What plans are there, for regarding teaChj^rs, administrators and school 
units for becoming mbre cost-effective in their operations? 

• What s^eps have been tai:en to^ase performance of school board members 
upon performance-based cTata? 

• Have steps been taken to base the performance of the school super- 
intendent upon performance-based data? * 
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^ INCREASING USEFuflNSTRUCTIONAL OPT^NS 

* Progress fbward iiidependent learning experiences for children 

Based on an assessment of learning; gaps, have individual schools explored 
several instructional afte(;natives? Is ^cpst-effectiveness a consideration? Are 
cost comparFsons between' various 6w7iwiv-p resented ? ' 

! What' steps have b6en taken to provide' a' flexible pfpgum for more program 
9Ptions to learners? ^ / 

• ■ . • ' r • ; • . 

What'steps have been taken to utilize pew and prover> hardware and software 
for self-instruction? • ' 'C . ' 

■ What prevision is made for th^learner to keep his own record pf progress? 

'a • ' - • * 

What steps have beert taken-at the outset of the Earning experience-to- 
establish the learner's entry level by pre-testi^n^? ' . 

What steps have been taken to acquaint the learner with bis learning gaps and 
to design a course of action vv/Y/? him? ' 

Does ih/ school system hav^e a program of individually prescribed instruction 
designed to acquaint the learner w^th^^ help him overcome his .learning 
gaps? Is it made //7c//V/c/w//y/e5po;75/»# instruction by involving the lear^ner 
in setting goals and deciding amjng alterna|^e learning meth6ds and 
materials?^ * > 

. Progress toward varied instructional grouping- 

What steps have b.een taken to develop and^organize facilities for different 
sized grjoups? \ ^' * 

Has instructional grouping been based on needs assessment? 

0 If the school system continues to gr<;)Up children in self-contained classrooms 
(1 teacher to a given number of students) can it support- this practice with 
research? • ' ^ - 



Checkpoints: . 

^WtUWre the Roadblocks that stand in the way 0/ greater learning options? 



•• fcist specific recommendations for expanding options for learners. 

''23 



26 



24 ' Independent Educational Management Audit 

« ' • " ^» ' . 

• Was the study of instructional options based on an analysis of needs? 

> (Remember, a need fs the difference between a desired result and actual 
results.) . ' • . 

• .W^re ways to increase op 

• List recommendations for ways to increase instructional optipns. Are the 
options selected fhe^^jo^ desirable from a cost-effectiveness standpoint? 



ions in priority areas explored first?^ 
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. 9.0 . 

ARE WE DOING THE JOB?- (ASSESSING RESULTS) 

9.1 Are evaluation instruments utilized which measure performance objectives, 
based on documented needs? ' ' ' 

* 

9.2 . What steps have been taken to provide for independent, self-testing hy the 
.Jearner? 

- . ./> 

9.3 Are tests used in the school system geared specifically to mejasure Ihe 
discrepancy (or lack of-discrepancy) between what the situation was and what 
we hoped it would be, as outlined in the educational plan? ' ^ 

9.4 What st6ps has the^schoj^l system tak^n to replace norm-referenced tests with/ 
criterion-referencea tests?* ' ^ . ' , 

9.5 Are teacher-constructed tests ever validated? Are they related to the needs 
, ,and resulting, measurable "behavitJral objettives? 

-^/^* ^ ^ 

9.6 When was the last^time tests m your school system were revised, changed, ©r 
modified on the basis of formal data? - . ^' y. i 

9.7 Is there an independent educational audit based on identified' needs (gaps)? 
Does the audit include an evaluation of nianagement processes and organiza- 
tion functioning as well as an assessment of learnmg? 

9.8^ Do test resuhs al^o include data on co^-effectiveness factors? ^ 

9.9 Do teachers^and learners in your school sy^stem ev^r^change th^ir learning 
procedures/content on the, "basis of evaluations whicb^- conducted pon- 
tinu ally du ring the educational process? If yes, wh^n was thekst time? Can a 
specfTic example be given^ ^ , ^ ^ 

9.10 Is evaluation a continual, ongoing (formalive) process? * , ^ 



"^m Are revisions to the learning methods and procedures a continual, ongoing 
. ^ process? Give example of program * revisions undertaken as a result of 
. evaluatiorTprocess. Give example of more cost-effective programs which have 
resulted from the school system's ongoing evaluations. , 

9.12 What specific learning changes have taken place in inSividual schools and, the 
school^system in the last month? Six months? Year? 

9.13 Wt^thech anges in the plan based upon learner perfot'mance? (Or were they 
based upo'^n administrative/tfeacher convenience?) * 



,*Sc'e Robert Gliser, "Psychological Basei for Instructional' Design/' V. Communication Review, Wtnter, 1966?- 
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Are considerations for program revisions conducted periodically and 
formally? 

Is there evidence that va(id ch^anges have been made a$*a result pf formal 
evaluation of actual, measurable performance? In other words, have there 
been significant reductions'in the educational gaps which were documented 
by the needs assessment? 



Checkpoints:. 

s . 

recommendations do you havg for utilizing' criterion-referenced 
tests? ^'^^ 

Are the tests to be; usfedj^sed on specific behavioral objectives? ^ 

* Has a' plan for reporting educ^lqnal gaps and gains to the public been 
formulated? Does the plan include stfa^gies for overcorning documented 
educational deficiertcies? ' 



' FINAL CHECKPOINTS: \ 



Npw that the s-taff has completed tHe perhaps, yj^fuhfive sonje general 

observations and recommendations to make. • " 

• Are there other are^s which should have been coVred in the audit? If so, 
, \ what arenhey? 

• Are there,^ other barriers not previously listed which decrease the 
effectiveness of the staff? Please list these barriers. 

• What general recommendations do you have for, bringing about ^necessary 
changes in the schoof system? ^ . ^ ' 

• Wliat kinds of specific help would you likc*so th^ you* can begin to g^lan 
educatiorTprograms that are addressed to documented needs? 

^ ' * * f 
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